marketing campaigns, and human resource management methods to ground their conceptual knowledge. The course is called "Developing Project Management Skills" (Management Skills). The structure of Management Skills incorporates four types of work-based learning: conceptualization, experimentation, experience, and reflection (Raelin, 1997) . The essence of this learning opportunity is for management students to teach four business modules in a grade six classroom and then manage a business project for 3 months. The grade six children act as team members or employees, whereas the elementary classroom provides a relatively stable environment for management students to practice and experiment with abstract principles.
Management Skills uses a minimum amount of faculty resources. Each management student is assigned a faculty advisor who acts as a consultant or coach during the semester. The elementary school provides the financial resources needed to operate the project. The course has run for 5 years and all participating elementary schools have requested to continue in the program. Elementary school teachers see the knowledge/skills developed by their students as critical components of their math and social studies units. As well, each school project earns on average $500 profit, with one project earning $4000 profit. The feedback we have received from management students is reflected in the following quote:
I benefited more from this course than any other courses I have taken. This course drew together the many aspects of business and applied them to a practical, real life project . . . . It puts a real life perspective on the world of business academics.
The following sections of this article provide a conceptual foundation for developing courses that merge theory with practice and describe the basic administrative and teaching requirements of the course. The conceptual discussion includes an overview of Raelin's model of work-based learning, a review of reflective learning, and the pedagogical principles that lead to active learning (Miller, 1991) . Examples from Management Skills are used to illustrate the different forms of work-based learning and the application of pedagogical principles. A summary of the explicit knowledge bases that management students are expected to integrate into their practical experience is outlined in Appendix A. Although the article focuses on the learning outcomes derived from this particular course structure, different components of Management Skills can be integrated into other course formats, leading to similar learning outcomes. Alternative course formats are discussed in the last section of the article.
Overview of Management Skills
Management Skills is essentially a self-directed learning opportunity, with an assigned instructor from the Faculty of Management acting as a coach for the management student. The goals of the course are to develop project management and reflective learning skills. It is offered as an optional 4th-year course. It is not meant as a replacement for the traditional policy capstone course.
OVERVIEW OF MANAGEMENT SKILLS
The course can be divided into two major sections: teaching business concepts in the classroom and managing the business project. The first week of class is devoted to the students' learning how to use the Junior Achievement teaching materials (see Appendix B) and meeting with instructors, other students, and classroom teachers. Junior Achievement provides four teaching units developed specifically for a grade six classroom: organizing a business, staffing, production, and marketing. These units are used to introduce business concepts and to provide a framework for the management student and children to develop a business project. Weeks 3 to 4 are devoted to teaching the Junior Achievement units in the classroom. Usually these units are taught during actual class time.
Weeks 5 to 12 are devoted to initiating and running the project. The business project is managed through a business club in which membership is voluntary. Generally 80% or more of the grade six children opt to join the business club.
At this point, management students shift from the role of instructor to that of a project manager or consultant. They guide the structure of the project, organize the children into work groups/teams, organize the work into specific task assignments, and/or develop appropriate schedules. Varying degrees of participatory management are used to decide whether to make or purchase the product and how to finance needed materials and/or develop marketing strategies. The final product, budgets, and organizational processes must fit the expectations of the school teacher/principal, availability of resources, and/or the children's needs. For example, some teachers have firm opinions as to the product that should be sold (e.g., it cannot involve food or working with certain types of equipment), some principals expect the children to find their own financial backing, or some groups of children demonstrate higher entrepreneurial skills. In weeks 12 and 13, management students wind up the project, work with the grade six children in writing a final report, and develop presentations for their classmates.
Approximately four times during the semester the management students meet to discuss progress, problems, critical incidents, and future plans (hereafter called group meetings). During these meetings students tell stories about critical events in the project and how problems were resolved. These meetings are lively as all students identify with the stories and issues being discussed. Management students also meet with their assigned university instructor on a regular basis; these meetings provide the opportunity for reflective review and coaching by the professor. In these sessions, the professor and student review progress, identify critical decisions, and discuss problemsolving approaches and/or future plans. Professors also guide students as to appropriate explicit knowledge concepts that should be integrated in their analytic review.
The process of teaching and setting up the business project may appear relatively simple and sequential; however, the room for creativity is highlighted by the following examples. One class decided to make chocolates and needed to finance the raw materials and equipment. They organized a company, sold shares to parents with an expected rate of return, and included the cost of capital in the price of the chocolates. In another class, the grade six children wanted to reduce social loafing and receive compensation for their efforts. With the help of the management student, compensation rates for the different types of work performed were set and students kept logs of their hours. As well, overhead costs for the use of the school facilities were calculated in the profit margin. The students spent their earnings on a visit to a local restaurant. Another class spilled hot wax on a carpet while making candles. They had to use part of their revenues to pay for the repairs, significantly reducing their profits. It was a particularly effective although difficult lesson. In another class, approximately 50 children wanted to participate in the club. As part of the initial organization, job descriptions were developed for the different positions and, with the help of the management student, each child completed a job application form and went through a selection interview.
ASSESSMENT OF LEARNING
Learning is assessed through two interim written reports, a final report (approximately 40 pages), a final presentation to the other management students involved in the project and the associated professors, an evaluation by the school teacher, and an assessment of the success of the actual project. Interim reports are composed of two sections. The first section is a journal describing the specific activities completed, including correspondence, solutions to problems, timelines, budgets, and/or work flowcharts. The second section of the report is an analysis of the progress made, including a summary of the decisions, critical incidents, and key learning areas. This analysis should highlight the insights gained through application of relevant conceptual material from their previous undergraduate courses (see Appendix A).
The final report includes an executive summary covering the accomplishments of the project, such as project success and profits earned. The main body of the report includes a detailed discussion of the activities, decisions, critical incidents, problems, and accomplishments in the three or four related functional areas (i.e., marketing, operations management, human resources) of the project. This report is evaluated on the integration of core concepts from the management student's functional courses (i.e., human resource management, operations management, marketing, and accounting/finance) and the level of reflective analysis.
Linking Theory and Practice
This section of the article outlines the different types of work-based learning processes that occur in the course and the underlying pedagogical principles that lead to the linking of theory and practice.
WORK-BASED LEARNING
Work-based learning is a model outlining four types of learning processes. It incorporates two learning modes-theory and practice-and two forms of knowledge-tacit and explicit-that lead to four types of learning processes (Raelin, 1997; see Figure 1 ). Theory is the learning of abstract principles or rational processes of management science that explain how or why something happens. In contrast, practice is the development of skills through the acts of deciding, organizing, coordinating, or processing. Tacit knowledge is abstract knowledge deeply rooted in action and involvement in a specific context. It is acquired in the absence of conscious, reflective strategies to learn (Reber, 1989) . A simple example of tacit knowledge is the ability to ride a bicycle; one cannot easily put into words how to maintain balance on a bicycle (Polanyi, 1966) . Explicit knowledge is codified and transmittable in formal, systematic language (Polanyi, 1966) . It is learned intentionally and is acquired through some form of words or communication. Theory-based texts and class lectures are forms of explicit knowledge.
The interaction of these two types of learning and forms of knowledge leads to four types of learning processes: conceptualization, experimentation, experience, and reflection (Raelin, 1997; see Figure 1 ). Conceptualization is the learning of theory through a common language and/or analytical process. It is the type of learning experienced in conventional classrooms.
Through conceptualization, students develop a means to tackle new problems in different contexts. Students enter Management Skills in their 4th year and have completed conceptual courses in marketing, operations management, and human resources, with most completing additional courses in one of these areas. This background theory provides a framework to guide decision making, organize production processes, develop marketing campaigns, and experiment and practice interventions. In addition, it provides the foundation for the reflective learning that occurs in the group meetings, presentations, and written reports.
Experimentation leads to the development of tacit knowledge by applying or trying out theory in different contexts or situations. It develops skills so that theory becomes doable. Some conventional classroom activities such as role-plays, in-basket exercises, or simulations provide the opportunity for experimentation.
Management Skills requires students to experiment with different approaches or processes to meet the children's needs and changing demands of the market. For example, the motivation levels of the grade six students shift throughout the project. At the beginning of the project, the children are excited and generally not focused. At this point, more guidance than motivation is required. After production has been initiated, issues of social loafing and quality control develop, and management students need to increase motivation through goal setting, incentives, or job rotation to ensure the children remain committed and focused. Marketing campaigns often require adjustment, as management students discover that information is not getting home to parents or prototypes are needed to sell the product.
Learning through experience has been referred to as implicit learning and is the development of tacit knowledge through practice. It is learning to solve problems as well as make reasonable decisions in novel circumstances (Reber, 1989) . Students must continually solve problems, and some solutions involve an innate understanding of what works rather than the application of conceptual knowledge. One illustration of learning through experience is a project where students planned to sell and produce key chains. The main feature of the key chain was an attached shrunken potato chip bag (empty potato chip bags can be shrunk in a hot oven). The management student realized the first step was to obtain enough potato chip bags to produce the key chains. The local potato chip producer was contacted and the company supplied a roll of unused bags. Unfortunately, it wasn't until production was initiated that it was realized the bags could not be easily shrunk because they had not been cut and sealed (i.e., prepared to hold potato chips). Through experimentation, the students realized that the bags from "Famous Amos" cookies were easier to shrink than the potato chip bags; however, these bags could not be obtained locally. The next decision was to buy 100 bags of cookies, open the bags and remove the cookies, sell the cookies in plastic bags, and shrink the empty bags. In essence, they sold two products. Conceptual knowledge was not needed for these decisions; rather, they were based on tacit problem-solving skills. In this particular situation, the management student's tacit knowledge and skills developed as she responded to unexpected problems, guided the children's decision making, and adjusted plans in mid-stream.
Reflection constitutes the ability to uncover and make explicit to oneself what one has planned, observed, or achieved in practice; it is concerned with the reconstruction of meaning (Raelin, 1997) . Through reflection, individuals question whether different or new approaches could have led to better solutions. Conventional university teaching provides relatively little opportunity for learning through reflection. Although all four learning processes (i.e., conceptual, experimental, experience, and reflection) occur within the Management Skills, a primary instructional goal is to develop reflective skills and/or a reflective practitioner.
REFLECTIVE SKILLS
Reflective skills lead to the linking of theory and practice and provide a base for a life-long learning process. They improve self-understanding as well as communication of effective practices with others. A reflective practitioner is someone who has the ability to learn and develop knowledge by reviewing actions and resolutions through explicit knowledge, to understand and explain effective practices. Unfortunately, reflection is difficult and often not attempted (Boland & Tenkasi, 1995) . Griffiths and Tann (1991) identify five levels of reflective learning:
1. rapid reaction (instructive, immediate), 2. repair (habitual, pause for thought, fast, on the spot), 3. review (time-out to reassess, over hours or days), 4. research (systematic, sharply focused, over weeks or months), and 5. reformulation (abstract, vigorous, clearly formulated, over months or years).
Students in Management Skills work through the first three levels when working with the children and completing their interim assignments. The first level, rapid reaction, occurs when management students react rapidly to questions, solve problems, and make instant decisions. One example of rapid reaction occurred with the distribution of a marketing letter and order form. The management student and children had developed a persuasive and creative letter describing their product, with an attached order form. The letter was to be sent home to 300 parents. The student's professor visited the classroom on the day the letter was being sent home. As she reviewed the order form, she noted there was no place for parents to put their names and telephone numbers or the children's name and classroom. More than 300 forms had to be quickly revised.
Management students also have to do repair work because of problems arising from the children's actions or their own decisions. One example of rapid reaction and repair work occurred in an incident during candle making. Hot wax was spilled on the classroom carpet. The principal overreacted and admonished the classroom teacher in front of the children. The management student had to think quickly to regain control of the children and the production process. Next, the management student and the teacher had to develop an approach to "save face" for the principal and ensure that respect for the teacher, principal, and management student was maintained. Students move to the third level of reflective reasoning by reviewing decisions in verbal reports to their peers and in their short-term written assignments. Part of the students' learning is derived from storytelling, both from telling their own stories and hearing others' stories. Human cognition almost continuously operates in a narrative, storytelling mode. Storytelling is so important that Bruner (1990) suggests that what does not get structured through narratives is lost in memory (p. 60).
Reformulation in reflection can occur through storytelling of critical incidents (Brookfield, 1992) . Stories involve constructing a coherent account of the different factors leading to the incident, the choices for resolving the incident, and an analysis as to effective actions. They bring tacit knowledge into a more formalized structure for explaining (Brown & Duguid, 1991) and consciously review the logic for actions/decisions (Boland & Tenkasi, 1995) . They not only assist in the review process but also provide generalizations for the interpretation of new situations.
Reviewing critical incidents through storytelling in the group meeting highlights the skills that differentiate successful from poor approaches. Hearing other students' stories increases the students' knowledge, as the stories are relevant to their current situation. They can see how to improve or possibly what they did right that prevented the problems other students experienced.
One illustration of the review stage occurred in a student's story about her marketing campaign for Christmas wreaths. The wreaths were to be presold through an advertising campaign, with order forms sent home prior to availability of a prototype. One parent wrote a letter outlining why the lack of prototypes was inappropriate. She explained that she continually reminded her daughter to never buy without seeing what was being purchased. She finished the letter by saying that she would not order a product and she would not let her daughter participate in the project, when she was in grade six, if it was going to be so poorly run. The management student read the mother's letter to the children and discussed the need for a prototype. She wrote a reply explaining the goals of the project and the marketing campaign and thanked the mother for her advice on prototypes. The letter may not have convinced the parent of the value of the program, but the children learned the need for customer awareness and responsiveness and the value of prototypes in a marketing campaign. The management student described this incident in a group meeting and reviewed the letter she had composed. There was extensive discussion of the issue among all the management students because they could easily identify with the situation given their parallel experiences.
Students should obtain the fourth level of reflection, research, in their final paper. This assignment requires extensive analysis of the critical incidents and how they influenced final outcomes. It should include both process and content reflection (Raelin, 1997) . Process reflection is a review of the organization of the project (i.e., human resources and tasks) and how key problems were solved. Content reflection involves the application of theory in the analysis of decisions, problems, and critical incidents. A critical component of this assignment is the identification of more effective options or methods of implementing decisions.
PEDAGOGICAL PRINCIPLES
The linking of theory and practice in the undergraduate classroom is difficult. It is usually attempted by having cases, group research projects, consulting work, or computer simulations. Yet, these exercises do not ensure knowledge moves beyond memory of theory (Miller, 1991) . The following pedagogical principles shift classroom experiences from passive learning of theory to active practice.
1. Students learn by doing and through critical reflection on experience. 2. Course activities require comprehensive integration of management tasks and processes. 3. Texts, readings, and lectures are used as "need to know" resources. 4. Activities and assignments develop written and oral communication skills. 5. The course format leads to extensive instructor and teacher assisted involvement as coaches and consultants (Miller, 1991) .
Management Skills incorporates each one of these principles. Students learn by doing; they identify a product, market it, and produce it, while meeting deadlines and staying within a budget. A significant value of this course is that students move through all phases of a business project. They close the project with financial statements, reports from the children, and often a pizza party. Critical reflection, as noted in the preceding discussion, occurs through the written assignments, the storytelling in the group meetings, and the coaching of the instructor.
Students must integrate different functional processes and management tasks throughout the project. One of the first steps for the management student is to organize the children into work groups, generally on the basis of marketing, production, and administration. They then need to set up a communication structure to ensure the coordination of process design decisions, marketing sales plans and production capacity, coordination of sales with production, and securing funds for resources and ensuring inventories of raw materials. Most projects develop some type of coordination problems, such as marketing and production not communicating on expected demand and production capacity levels. The management student must adjust the coordination and organization of the work processes to resolve them. These communication and coordination breakdowns lead to many of the critical incidents discussed in the group meetings or in the written assignments.
The texts, readings, and need-to-know resources are the texts from previous courses, as well as an extensive list of books on business projects for children. Application of explicit knowledge to the organization of the project and critical decisions occurs in the group meetings as well as in the meetings between individual students and professors. The critical incidents are analyzed through theories and concepts learned in previous marketing, human resource, and operations management classes (see Appendix A).
A variety of oral and written communication skills are developed throughout the semester. One of the highlights of the course is teaching the Junior Achievement units in the classroom. (A description of the Junior Achievement program is provided in Appendix B). The Junior Achievement units are well designed and create enthusiasm within the classroom as well as provide basic knowledge on operating a business. They provide the management students with a basic teaching framework for designing a lecture that includes defining basic concepts and applying them through role-playing and simulations. Teaching these modules requires management students to verbally explain conceptual/theoretical knowledge, reinforcing their own explicit knowledge.
Teaching these units requires different communication skills from those normally practiced in university presentations. Management students regularly note the flexibility and creativity required in teaching 30 children in contrast to the more fixed formal presentations in front of their peers. Children are a critical audience that openly demonstrate boredom and require constant monitoring to ensure that they understand the explanation.
Coaching and storytelling communication skills are also developed. Coaching skills are needed to assist the children in their work groups and/or task assignments, guide the decision-making process, and work through motivation and quality control issues. The discussion of critical incidents in the group meetings develops storytelling skills. Through their stories the students learn to identify the logic underlying their actions.
Written communication skills are developed through the paper assignments. One technique used to improve writing skills is to require students to attach the first interim report to the second interim report and both interim reports to the final report. This allows a review of progress, the student's response to comments/feedback provided on the previous assignment, and attempts to improve their writing.
The final principle, extensive instructor involvement as a coach or consultant, is critical to the success of the course. Student/professor assignments are made in the first meeting for the course, generally on the basis of the student's concentration, with each professor coaching approximately four students. The student and professor meet during the project to discuss issues, either in the administration of the actual project or in dealing with an elementary school principal or teacher. These discussions provide initial guidance for developing reflective learning skills. Critical incidents, as well as marketing campaigns, production processes, or human resource issues are reviewed through the application of relevant theories or concepts. The professors also visit the school to observe the students working with the children and provide coaching on how to organize tasks, interact with problem children, and work through issues.
Course Administration RESOURCE REQUIREMENTS
As noted in the introduction, the course structure described in this article requires minimal resources. The schools provide the workers and supplies. The course is offered as an independent study. In our faculty, individual instructors are recognized for their contribution to an independent study, but teaching remissions are not provided.
The responsibility of a faculty member is not onerous. Each faculty member regularly meets with the student, communicates with the assigned classroom teacher at the beginning and end of the project, goes to the school to observe the management student in action, and evaluates the written and presentation components of the final grade. The faculty members who act as advisors in this project find that they develop positive coaching relationships with their assigned students. It provides an opportunity to observe the enthusiasm and motivation of both undergraduates and grade six children.
The Junior Achievement units provide management students with welldesigned teaching materials. Management students find the materials easy to use and experience success in their first four visits with the children. The Junior Achievement organization provides an initial training session for the management students in the first week of the course. The classroom teachers coach the management students on their teaching styles and how to handle difficult children. They also evaluate the student's teaching and overall organization of the project. The only caveat is that it may be necessary to remind classroom teachers that management students do not have the same background as education students. They are not as skilled in developing lesson plans or working with problem children.
Each project requires significant support from the school administrator and teacher; the project cannot succeed without their absolute commitment. As previously noted, projects require working capital, school resources, and classroom time for the initial instruction. Once the initial instruction is completed, the actual project operates during lunch hours or after school.
STUDENT SELECTION
Management students apply to enter the course, and their acceptance is based on a review of their transcripts and reference reviews. The fundamental issue in the reference check is the desirability of having the management student work with young children. We outline appropriate criteria for choosing references, such as individuals from past volunteer work, previous employers, or religious leaders. We do not anticipate identifying individuals who should not be in contact with children, however, in our current setting the reference check is a necessary requirement. Student transcripts are reviewed for an indirect assessment of motivation/ determination, which is estimated through the number of drops or quits on a transcript. If there are an unusual number of withdrawals or late drops, we ask the applicant for an explanation. The rationale for assessing the transcripts is that behavior of students in this project is very visible and influences approximately 30 children, their parents, and the teacher. If they drop the project during the semester or do not remain committed to finishing it, there are repercussions that go well beyond the management student's learning. To reduce potential problems, we have orientation sessions where we review the need to be punctual, finish the project, and practice good communication/interpersonal skills. Grade-point average is not a critical part of the acceptance criteria.
Alternative Formats
The current format for this course has provided a successful experience for 4th-year management students. We believe that it should occur in the 4th year to develop reflective skills and build on the students' explicit knowledge. The workload is similar to that of other undergraduate courses in the faculty.
The format of this course can be adjusted to fit other pedagogical needs. We are aware of one junior college requiring all management students to teach the four Junior Achievement Business Basics units as part of a course requirement. This approach develops basic communication skills and reinforces the conceptual material learned in the classroom.
The Junior Achievement material adds value to the course but is not essential to it. Graduate or undergraduate students in a training and development course could develop classroom activities that introduce business concepts to elementary children. Once developed, they could be implemented in an actual classroom. In contrast, business clubs could be set up without the initial teaching in the classroom. This would reduce the workload for university students while still developing implicit knowledge and reflective skills.
Another approach would be to parallel that described by Miller (1991) , where practice or experience comes prior to the development of conceptual knowledge. This approach would have new undergraduate students teach the Junior Achievement units and manage the project prior to taking conceptual courses. The pedagogical basis of this approach would be to provide a management experience that acts as a foundation for further study or practice in management. It would highlight the activities and roles of managers and the structure and functioning of complex organizations. It would also begin the long period of experience needed to become a truly skilled manager.
The project management component of Management Skills could be an assignment in other types of business courses. It would provide students with an opportunity to practice the skills highlighted in their text or lecture material. One issue for integrating this project into another course is workload. The students who have taken this course indicate that it requires a similar number of hours to that of a lecture-based course, but a great deal more flexibility, in terms of their own schedule, is required. To reduce the workload, students could work in teams. The teams could be assigned to two or three classes within one school. We did have a team of two students manage a project. The team was formed because one student was a quadriplegic and could not manage without the assistance of another person. It was a valuable experience for her and the children.
The project could be linked with an MBA course, where MBA students receive credit for coaching undergraduate students through the project. An MBA student could be assigned to coach three or four undergraduate students. This approach would develop the coaching skills of the graduate students. Or the course, as described, could be offered for MBA students who lack work experience.
The course could be organized to include more students; however, we believe any modified structure needs to maintain a low instructor/student ratio. The current course structure aligns with Miller's principle of "extensive instructor involvement as coaches and consultants," and we believe this is a critical element to the success of the course. Tacit knowledge is not easily verbalized (Polanyi, 1966) , and it is through the one-to-one interaction that this knowledge can be transferred.
One cautionary note concerns the highly visible role of the management student. The elementary students perceive the university student as a hero or potential role model. Our students have regularly commented on the positive reactions from the children, with small gifts, thank you letters, and continual questions about the university and faculty. Management students influence the children, their parents, and teachers, leaving significant impressions about the quality of the university. If students fail to complete the project in an effective manner or drop the project in the middle of the semester, there are long-lasting consequences that go beyond the student's grade. As well, the children are also a vulnerable population, and safeguards must be taken prior to university students entering the classroom.
Summary
The pedagogy of this course is original and innovative. Skeptics have questioned the ability of sixth graders to actually participate in a business project. However, it is amazing how savvy and computer literate children of this age group are and what they are capable of producing given the opportunity.
Given the significant return to the school and the many benefits to the classroom teacher, it has been easy to find interested schools over the past 5 years. Specific educational outcomes for the children include the development of skills in math, communications, and problem solving and the integration of the parts to the whole. Communication skills develop as children run business meetings, make presentations, write reports, and prepare marketing advertisements/brochures. Finally, children develop leadership roles and considerable self-esteem. They soon realize that ideas are to be judged on their merit, not on the popularity of the child making the suggestions.
At the same time, this course provides an excellent opportunity for management students to learn through experimentation, experience, and reflection. It requires them to move from passive to active learning, integrate the various functional knowledge bases, develop communication skills, and have a supportive relationship with a faculty member. It provides the opportunity to experiment with organizational design and team formation in a relatively safe situation and observe the positive and negative elements of group dynamics. The teaching component highlights training and development issues as well as reflects the adage "the best way to learn something is to teach it." Even with all the wonderful learning principles and objectives being fulfilled, the students and children still find the experience fun.
Appendix A Application of Relevant Management Concepts
Linking theory with practice requires that the management students review and assess their experience through relevant theory or concepts. In the past, the following management concepts have been a critical part of a student's reflection or integration of theory and practice.
HUMAN RESOURCES
Children can be a difficult group to work with and demonstrate many of the behaviors of working adults. They require training, opportunities to express their creativity, and positive reinforcement. As with adult workers, there are stars and nonperformers. Management students need to apply theory from organizational behavior (in particular, learning styles, motivation, group formation, goal formation, and positive/negative reinforcement principles), managerial skills (supportive communication, leadership, and decision making), and human resource management (training, designing work groups, recruiting, selecting, and team organization).
Work design and team formation are critical elements in the formation and management of the business club. Management students need to organize students into teams, usually related to production, marketing, accounting, and administrative functions. They then need to develop specific work assignments, time frames, and goals for the different teams. Some children evolve as natural leaders, and management students need to recognize the leadership qualities and how to capitalize on these skills. In addition, management students receive direct feedback about their own organization and leadership skills.
MARKETING
The first major decision in the project is the identification of the product. After the product is identified, a marketing strategy must be designed, including pricing, and promotion and distribution programs. The target market for the grade six class has generally been limited to a choice of parents, students, or both. Although the marketing mix variables (the four Ps) are driven by this market, it is possible to move to the general public, for example, by having a car wash and detailing service.
To assist students in identifying product ideas, a list of reference books is provided with the course outline. Management students can act as facilitators, as the children brainstorm and choose selected alternatives, or the classroom teacher may have decided on the product in advance. If brainstorming is used, management students need to guide the children through the process. Some of the decision criteria previously used are the ability of the students to obtain needed resources or produce a quality product, the price range that parents/students would find acceptable, and the time frame for production. In some projects, the children have conducted market surveys to identify the demand for a given product or the desired attributes.
The management student and children also work through the pricing decision, accounting for margins, price bundling, and consumer expectations. There is little room for error and generally no room for markdowns, as the selling season is very short and generally the products are seasonal. With the children's limited budget and time frame, target marketing is the general approach for creating product awareness. In past projects, display booths have been set up to provide point-of-purchase promotion and to allow the consumer the opportunity to see and touch product prototypes. Real-world problems with regard to the life of the display and maintenance issues have been experienced. In one situation, the students set up a point-of-purchase booth during parent-teacher interview sessions to tap a "captive market." In another situation, the children decided that the most visible marketing would be on the doors in the bathroom stalls. Product awareness was very high after that particular marketing campaign.
Distribution can be one of the more difficult issues, as this seems to be where the organization and control first break down for the children. Generally, distribution costs are minimized through direct marketing. In one situation, the children developed catalogues outlining the type of candles being made, and the parents ordered the specific candles desired.
OPERATIONS MANAGEMENT
A fundamental choice in operations management is whether to make/produce or to buy. Although most of the business projects require purchasing some materials, the key issue is the extent to which the conversion process is performed by the school children or a supplier. The buy decision arises when the children choose a product that is purchased from a supplier; here, the management student must decide whether to speculate on inventory purchases, running the risk of unsold inventory at the end of the project, or to take orders and buy exactly what was ordered. Speculative inventory stocks and cumulative probability distributions, and the application of them to the grade six class situation, can be relevant factors to consider in the decision-making process. In the past, the nonspeculative inventory approach has been used when the product is bought from a supplier.
The make decision brings in the issues of product design and prototype. In one candle-production project, various candle designs were explored before the final design was selected. The children may require a formal design to produce quality products with minimal variation and to estimate material usage and product costs. Time estimates need to be developed to plan capacity and the number of production days needed to fill all the orders. In one school project, where candles were produced, a line was set up for each prototype instead of using a mixed-model line. In this situation, the management student and children responded to line balance problems by creating multiple workstations. Worker flexibility was exploited by using "floaters" that helped in the workstations that were lagging behind. The division of labor reduced the training requirements and increased the learning. A serial production process also contributed to quality control in this situation.
ACCOUNTING
The accounting function is usually completed by a "Treasury" group. A simple bank is needed to handle checks and cash, as well as to pay bills. Often the school council, or principal, performs this function. In one case, a local banker visited the class and set up an account for the project. The Treasury group is responsible for a financial analysis on the market research data, calculating costs of production and managing financial as well as inventory records. Although this seems relatively straightforward, this is a function where the management student may need to provide the most structured guidance and act to ensure that the products shipped match the order records.
INTERDISCIPLINARY ASPECTS
Management students play a significant role in coordinating the interdisciplinary elements of this project. They ensure that the appropriate information is being communicated to the relevant group of workers (i.e., children) and that all the different working groups have input into the decisions. Management students need to ensure that communication channels are in place and set up meetings for the exchange of information and ideas to ensure that the interdisciplinary elements are coordinated (e.g., marketing plans and production capacity). In some classes, formal meetings, with minutes and action plans, have been conducted. Although the grade six children generally surprise the management students with their knowledge of business operations, like any other business, the interdisciplinary communications break down at some point.
